CHAPTER FOUR: EDUCATION AND CAREER DEVELOPMENT PROGRAMS

This chapter discusses programs for employee career devel opment at three agencies. the National
Agricultural Statistics Service, the Bureau of the Census, and the Centers for Disease Control and
Prevention. Career development programs provide a structured approach to human resource de-
velopment. These programs are designed to address abroader set of skillsthan those necessary for
aspecificwork assgnment. Often the career devel opment programs combinetraining, on-the-job work
assignments, and education. The NASS program has components of all three HRD activity areas:
training, educetion, and development. Two BoC programs are discussed; oneis an education program,
the other combinestraining with career development. The CDC program's primary focusis career
development. Participationin someof the programs provides employeeswith acompetitive promotion
advantage.

A career development program may be broad-based, asisthe NASS program, or may be designed
for specific groups of employees. Such programs are generally targeted to employeesinthefirst five
to eight yearsof their career. Thethree programsexamined have the goa of preparing their employees
to be more effectivein performing the work of the survey organization — work for which traditional
academic study provided no adequate preparation. Although intern programs have beenin existence
for many years, the programs examined here were the only career devel opment programs at federal
statistical agencies on which the subcommittee received information,

1. National Agricultural Statistics Service

NASS has designed aformal program of career development and training for all its professional
statisticians and computer programmers. All employees have Individuad Development Plans (IDPs).
IDPs are standardized for each professional series, but afford an opportunity to provideindividual
training options. The agency has developed aformal week-long orientation program and a series of
agricultura survey and estimation training programsfor dl itssatisticians. These courses cover pecifics
of agricultura survey design, datacollection, and processing at several experiencelevels. Since 1960,
NASS has long supported a program of full-time academic training at the graduate level for
mathematical statisticians, computer scientists, and survey methodol ogists.

NASSrecruitsandtrainsentry level professiondsmostly inits45 State Statistical Offices(SSOs). Its
career development and training program is designed to progress entry level statisticians (GS grades
5-7-9) to Senior SSO Statisticians (GS-12) in a substantially noncompetitive environment.
NASSisthe primary satistica agency in the Department of Agriculture. The agency needsemployees
who have broad agriculturd experience combined with gpecid skillsin survey design and administration,
knowledge of dataandysisand estimation procedures, and computer dataprocessng. NASSstraining
program is designed to develop and improve the individual's knowledge, skillsand abilitieswhile
enhancing the overal agency performance. All professiona employees participate in a broad-based
training and work program that introduces them to severd disciplinesand possble career paths. NASS
expandsthis broad-based training with anumber of competitive formal training opportunitiesdesigned
to fill highly technical and specialized positions critical to the organization.
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NASS hastailored itsprogram to the skills of themagority of individuasrecruited and the NASS career
path opportunitiesavailable. NASS employeesare hired either asa GS-7 with aBachelorsdegree or
asaGS-9withaMastersdegree, and classified in one of threejob series. agricultural statisticians,
mathematica datidticians, or computer pecidists. All employeesmust meet the minimum requirements
of aBachelor of Sciencedegree. Agricultural statisticians must have at least 15 semester credits of
mathematics and statistics, of which 6 credits must be statistics, plus 9 additional creditsin other
physica or socia sciences. Experiencein agricultureisvery desirable. Mathematicd Statisticians must
have at least 24 semester creditsin mathematics and statistics, of which 12 must be mathematics and
6 datistics. A Magtersdegreein mathematics or satisticsis preferred. Computer specidists must have
30 semester credits in computer science and mathematics.

Each new employee has anon-competitive career path to the GS-12 journeyman level. Thelength of
the training from entry to journeyman isabout 6 years. Generaly, progression to agrade 12 position
requires reass gnment to asecond office. Oncethe GS-12 journeyman level isreached, datisticiansare
expected to have aworking knowledge of agriculture, an understanding of statistical concepts and
gpplications, the ability to conduct surveys, be skilled in the useof basic computer software, and be able
to operatein aLAN environment. They are also expected to have the ability to write and speak
effectively, beableto plan assgnments, and delegatework. During thistraining period each personwill
be offered the opportunity to be cross-classified in either of the other two job series.

Noncompetitive Career Development Program. The NASStraining program consists of anon-
competitivecoretraining programand competitivetraining programsavailablefor employeesseeking
aGS-13 or higher career level. A description of each of the chronological stepsfor noncompetitive
career development and training for new professionals at NASS follows.

Office Orientation. Each office conducts a basic job orientation during the first two weeks of
employment. Theemployees sudy materids on the agency misson anditshistory. They review agency
and office policiesand administrative procedures and they aretrained to usetheir computer workstation
aswell asgetting acquainted with the LAN operations. They aregiventharr first work assgnmentsand
their performance elements and standards on which they will be evaluated.

Individual Development Plan (IDP). Eachindividual startswithagenericIDPthat prescribesall the
basi c dementsrequired to reach GS-12— dong with the career godlsand aspirationsof theindividua.
In addition, the supervisor and employee are to specify training and devel opment needsthat meet the
employee's objectives and are in accord with the agency goals and staffing needs.

Headquarters Training and Orientation. Groups of new employees come to Headquarters for a
week of training. This generally occurs sometimes between the sixth and fifteenth months of
employment. The employees receive an overview on all aspects of NASS survey and estimation
procedures, and participateinan Agricultural StatisticsBoard smulation. They areaso givenabriefing
on current research activitiesand computer operations. They become acquainted with the Headquarters
environment and meet the Headquarters staff, aswel | as meeting with top management in aquestion-
and-answer session.
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On The Job Training. Learning while working is the most important element of NASSstraining
program. Opportunities are provided to travel with the state office managers and senior statisticiansto
agricultural meetings, field days, and commodity meetings. These meetings help increase their
knowledge of agriculture and acquaint them with the agriculturd industry. They aregiven assgnments
requiring them to conduct survey interviews and do crop observations. Their workloads and
responsibilities are gradually increased in accordance with their performanceand promotions. They
generally work intheir first state officefor at least four years, and during thistimethey are expected to
have different assgnmentsin at least two of the three mgor functiona areas of respongibility which are
surveys, estimates, and systems services.

Basic Concepts Training. All new statisticians attend formal training sessions on NASS survey
procedures, estimatesand andys's, and yield measurement. Theseareusudly four-day training sessons
conducted by the Headquarters Survey Training Group. Basic conceptsare taught and everyoneis
expected to know and understand these basics regardless of their current assignments.

Advanced Survey and Estimation Training. Statisticianswho have completed the basi ¢ concepts and
are assigned mgor respongbilitiesfor ether surveysor estimates are provided formd training on specific
topics. Theseareusualy four-day sessions conducted by the Survey Training Group. Thistrainingis
directed toward specific actionsand programsthat are designed to give the participantstheknowledge
and skills to perform these activities at the full performance level.

Foecial Survey Training. Statisticians assigned to work on specific surveys are sometimes provided
with additiond training specifictothat survey. Thistraining coversal topicsinvolvedin conducting the
survey including list building, sampling, questionnaire design, training of enumerators, data collection,
editing, dataanalys's, summarization, and publication. Thistrainingisdirected tocomplex surveyssuch
as objective yield, environmental, or economic surveys.

Senior Satistician Workshops. When a statistician reaches the journeyman level, they are often
designated asthetechnical leader for state office operational groups: survey datacollection, survey
estimation, or computer survey support. Periodically, training workshopswill beheld for each of the
operational group with individualsfrom al or agroup of state offices. These workshops emphasize
project planning, coordination of officeactivities, and overdl project management. Thistraining involves
sharing of ideas and interaction among participants and Headquarters technical leaders.

Professional Training. Statisticians are encouraged to engage in professiona training opportunities
such as college courses, seminars, toastmasters, and self-devel opment training provided by local
ingtitutions or the NASS Headquartersresource library (videotapetraining). NASS paysthefeesfor
thistraining, provided thetraining isrelated to the overdl misson of theagency. Training may bedone
onwork timeor on theindividua'sowntime. ThelDPisusedto identify specific employeetraining
needs and indicate appropriate professiona training.
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Pre-supervisory Training. A specidly designed course has been developed by the USDA Academy
at TexasA&M University to meet the unique needs of NA SS stati sticiansand computer specidistsat
the grade 11 or 12 level. Training topicsinclude values clarification, workplace diversity, stress
management, effective meetings, presentation techniques, team building, communication, change, and
ethics. Inaddition, NASSrequiresdl of its statisticians and computer speciadiststo attend at least 80
hours of supervisory/management training prior to becoming a supervisor.

Mathematical Agricultural Career Enhancement (MACE). The MACE program isacombination
of "on-the-job" and formal educationa program designed to permit agriculturd statisticiansto become
cross-qudified asmathematical statisticiansand mathematical statisticiansto become cross-qudified as
agriculturd gatisticians. Applicantsaccepted into MACE will completethe portion of thel DPsfor both
the agriculturd datistician and mathematica atigtician required for classfication inthe repective series.
This program formalizes agency sponsorship of academic coursesfor anindividual selected to develop
skillsin both job series.

Computer/Agricultural Career Enhancement (CACE). The CACE program is designed similarly
to the MACE program but permits computer specialists to become agricultural statisticians and
agricultura datigticiansto become computer specidists. Applicants accepted into the CACE program
completethe portion of the | DP'sfor both the agricultura statistician and computer specialist required
for classification in the respective series.

Competitive Training Programs. When NASS professionds have completed their first year and are
making satisfactory progresson their IDP, they have the opportunity to apply competitively for any of
three tracks in the Full-Time Graduate Education Program or the Career Development Intern
Program. These programs are described below.

Full-Time Graduate Education Program. To bedligible, employees must attain the GS-9 level with
at least one year of experience and be performing in a superior manner with satisfactory progress on
their IDP. Thefull-timetraining programsprovideat least oneyear of graduateleve academictraining.
Agriculturd statiticians, mathematica dtatisticians, and computer specidistsare competitively selected
for thesetraining programsand, upon successful completion of the training and fulfillment of the OPM-
required yearsineach grade, are placed non-competitively in GS-13 Headquarterspositions. Selected
candidates are given anew |DP which include any "warm-up" coursesrequired. They are generaly
relocated to an SSO near auniversity with aNASS-approved graduate program. They must meet the
gualifications for admission to graduate school at the selected educational institution in question.

The full-time graduate level training programs are:
N  Mathematical Satistician: Thisprogram isdesigned to provide education for agricultural and

mathematical statisticiansin advanced stati sticsand statistical theory to become highly-trained
mathematical statisticians.
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N Information Technology: Thisprogramisprimarily designedfor computer specidiststo provide
training in software engineering, telecommunications, or management information systems.
However, the programisopen to agricultural and mathematical statisticianswho haveastrong
interest and background in computer systems and information technology.

N  Survey Methodology: Thisprogramisdesigned for agricultura statisticians and mathematical
statisticiansto receive advanced training in survey methodology. Participants attend the Joint
Program for Survey Methodology at the University of Maryland.

Career Development Intern Program (CDIP). The CDIP program is designed to provide

accd erated training and career enhancing experiencesfor agriculturd datisticiansin state offices. The

training program isdesigned to prepare statisticians for specific assignmentsin Headquartersat the

GS-13leve. Agricultura statisticians can apply as GS-11'swhen they are expecting arelocation to

their second state office assgnment. They will be expected to maintain afull workload assgnmentin

the SSO and complete all the IDP requirements for the GS-13 position targeted.

I mpact of Career Development Programs. NASS does not formally evaluate and measure the
results of its career development programs. An informal assessment would indicate that the current
programs have been successful. Most NASS employees are hired as college graduates without
previouswork experiencein statistics, without graduatelevel statistica or survey methodol ogy skillsand
knowledge, and, increasingly, without an agribusiness background. After they complete their career
development programs, NASS employees are able to successfully carry out the organization’ smisson
which requires them to do sophisticated statistical tasks.

Asof 1995, 122 NASS employees had completed full timetraining, and 62 were still employed. Of
those who had left, many had retired. (Clark and Schuchardt) 1n 1997, there were 23 participants
in formal training program activities.

NASS has experienced many positive results from its career devel opment approach, both on an
individual level and an organizational level. Such benefitsinclude:

N  Increased communication acrossthe agency asstatisticiansnetwork and exchangeinformation
taken from training and other developmental events.

N  Rotationd assignments provide statisticianswith broad range of experience and knowledge about
commodities, estimates, etc. nationwide, expos ng them d so to various management stylesof State
Statisticians and Deputy Statisticians in SSOs in which they work.

N Increased pool of highly qualified staff to fill vacancies nationwide (SSOs and HQ).

Even an excellent program produces some concerns and misgivings in the course of its generally
beneficia career development approach. Unexpected outcomes experienced by NASS include:
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N  New datidicdansarelesswilling to participate in rotationa assgnments when they upset dud career

families and exacerbate other personal difficulties. This creates new hiring and retention issues.

N Identifyingdevelopment/promotiona opportunitiesin SSOsischalenging when taented Satisticians
decide not to accept rotational assignments. This aso creates morale, retention, and career
development issues for other individuals in those offices.

N  Someuncertainty existsabout specific futureagency staffing requirementsbeing effectively met by
using today’ s career devel opment approaches.

N  Ever-decreasing resources and increasing work demands prompt NASS leadership to ask: Do
current career devel opment approaches enable individual s and work unitsto do more with less?
This situation raises productivity issues.

N Withmany rapid changes occurring inthefield of agriculture, the satistician’ swork, and technical
support systems, NASS must ask: Is our generic IDP current? Who ensures the IDP's
devel opmental tasksare always current and appropriate? Similar challengesexist for in-house
survey and statisticd training; these and related questionsindicate currency and relevancy issues.

NASSstraining program to the journeyman level isdesigned to provide each professionad employee
with broad-base training in agriculture, statistics, surveys, and computer science. Thisgivesall
employeesthe opportunity to choosethe career path most suited to their skillsand abilities, but also
offers them the opportunity to switch career paths. Everyone receives similar training and career
development opportunities, alowing them to compete for competitive technica postionsat the GS-13
level inHeadquartersand for supervisory and management positionsafter aHeadquartersassgnment.

This program has been very successful in providing NASSwith ahighly trained staff of agricultural
statisticianswhile at the sametime providing asource of specialized mathematical statisticiansand
computer specialistswho have state office experience. Despite the concerns, NASS management
grongly believesthat the current devel opmenta plan has benefitted and will continue to serve the agency
well by providing abroadly experienced and knowledgeable group of statisticianswhowill beableto
meet the present and future organizational challenges.

2. Bureau of the Census

The Census Bureau hasdesigned two staff devel opmentd programsdirected toward thegod of training
and retaining highly skilled gtaff. 1n the Census Bureau, statistical employees engage in avariety of
training opportunities that provide both technical and nontechnical skills development. Two such
programs are the Joint Program in Survey Methodology (JPSM) at the University of Maryland and the
Census Bureau's Mathematical Statistician Intern Program.
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Inaddition, for technica skillstraining, the Bureau employees may participatein any combination of the
following options:

N  college and university courses,
N  outside seminars through private vendors, and
N  participation in American Statistical Association and Washington Statistical Society events.

For nontechnical (or soft skillstraining), employees may attend any in-house course on such subjects
as. Public Speaking, Effective Presentations, Writing for Results, Managing Time and Stress,
Teamwork, Problem Solving and Decision Making, Customer Services, and other such courses.

Except for thetraineeswho attend courses at the JPSM, Census employees normaly do not complete
an Individua Development Plan. Training at non-Government sources hasto be job-related but the
documentation indicating soistypically ashort sentence on theindividua'straining application. Any
training activity which requires employeesto compete in order to be salected does, however, require
aformal training plan.

Competitive Career Development Programs. The Census Bureau has devel oped two competitive
programs for statisticians and mathematical statisticians. These programs are Census Bureau
sponsorship of staff enrolled in the Joint Program in Survey Methodology and a Mathematical
Statistician Intern Program.

Census Bureau Participation in JPSVI. The Census Bureau saw the JPSM as an opportunity to have
daff trained specificaly in statistica and socid science methodol ogy used for large-scale economic and
demographic surveys. Since the program began in September 1993, the Census Bureau has
competitively selected six employees each year to start the program. In addition, several staff are
supported in taking one course asemester. Also, the Census Bureau hasactively participated inthe
numerous short courses offered by JPSM. Attrition from the program has been occas oned by persond
circumstances. one persontook maternity leave, onewent to another federal agency, and onedecided
that the program was not a good fit for her circumstances.

Thereisacommitment and burden on the organi zation to have aval ued employee engaged in only half-
timework for about three years— and to pay their full salary during thistime aong with tuition, books,
andlocal travel. Therewas much discusson asto whether and to what extent the Census Bureau could
afford such an investment.

In the case of the JPSM, it is probably too early to say if the Census Bureau has made a good
investment. Some may say that the proof isthat staff members selected for the program are now
graduating and staying with the Census Bureau. All studentssignacommitment to federal employment
equd to three timesthe amount of time released to take courses. At thistimeno student has repaid that
commitment. Others may say that the graduates will have to contribute significantly for many years
beforethereisproof of success. How one might recognize and evaluate " significant contributions”
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constitutes a separate problem. The students are pleased with the quality of their education and
enthusiastically support the program. The studentsreport that they come back to their jobs with new
insghtsand techniquesto apply totheir work. Itisaso very clear that they are effectively networking
amongst themselves and with studentsfrom other agencies. These staff membersare eagerly sought by
Census Bureau managers to fill vacancies and to accept positions of further responsibility

Mathematical Satistician Intern Program. The Census Bureau started thisprogram in 1993 at the
sametime the JPSM began. Thetwo programs were seen as complimentary, even though they apped
to two different staff universesfulfilling two different missons. The participantsin the Intern Program
dready have aMagters Degree (or have completed severa graduate-level courses). The generd profile
of the participants hasbeen: staff who have had five yearsor more experience at the Census Bureau,
who had worked in only onedivision, who were about 30 years old, and who were generaly recognized
asthebest intheir peer group. Competition for one of the four intern positionsselected each year has
been intense.

The Intern Program was established with five objectives:

N Identify staff for the fast-track to the GS-13 level and perhaps later management assignments.

N  Provide exposure to each of the Census Bureau program areas — economic, demographic,
decennial census, and statistical research.

N Provide opportunity for statistical assignments that require different areas of knowledge.

N  Provideopportunity for professond growth through forma paper preparation and presentation in
aprofessional forum.

N Provide enhanced training opportunities to meet career goals.

The program has the following features:

N  Compstitive sdection— which hasinvolved intensve group interviewing by the Associate Director
for Methodology and Standards, the methodol ogy division chiefsfromeach of thefour program

areas, and adivision chief selected each year from one of the program areas.

N  Oneyear assgnmentsin each program areawhere the intern has not had experience. With four
program areas, the Intern Program normally lasts three years.

N  Presentation/participation at the annual ASA meetings. Thisis an important benefit since

competition to attend ASA meetingsisvery intense among other staff. 1t isassumed and expected
that internswill prepare a paper and go to the meetings.
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N Eachinternisassgned oneof the divison chiefsfrom each of thefour program areas asamentor.
Regular meetings are held between the intern and the relevant division chief, and individual
development plans are prepared.

N Increased exposureto senior staff. Quarterly meetingsare held for al internswith the Associate
Director for Methodol ogy and Standards and the methodol ogy division chiefsfrom each of thefour
program areas. Usualy amember of the Executive Staff isinvited to attend also and talk about a
particular program area.

N Increased training opportunities. With the crunch on training funds during the past few years, this
has proven to be a valuable benefit of the program, asinterns have been given priority for training
money. Numerous JPSM short courses have been taken with these training funds, along with
courses related to personal development.

N  When rotated to another area, the interns have been given priority for assgnmentsthat can be
completed within asingle year and that |ead to preparation of an ASA paper.

N  Experience in working as agroup on abroader management or organizational problem. For
example, theinternsrecently worked together to prepare aproposa for reorganizing the utilization
of Census Bureau mathematical statisticians.

Those employees selected for the program have, in general, been satisfied with the opportunities and
experiencethat the program provides. Theinterns have benefitted personally from their assgnments,
the training opportunities, and the mentoring that they have received. In addition, there are the benefits
of increased communication across the Census Bureau as the interns band together for numerous
networking opportunities, taking back to their respective branches newsfrom acrossthe Bureau. For
example, they have regular luncheons without senior management involvement.

Through rotational assignments, this program hasthe capacity to giveinternstherr first opportunitiesto
obtain supervisory experience. For severa reasons, thishasnot materidized. Theinternsare, however,
seeing and taking notice of the various management stylesthey are being exposed to, and these differing
sylesare discussed and compared during their informa meetings. Another positive contribution of the
programistheincreased pool of highly qualified staff tofill technical and management vacancies. Not
all interns have stayed in the program long enough to experiencethree assgnments. However, those
leaving the program have left for permanent ass gnments within the Census Bureau or opportunitiesin
the private sector.

Even though senior management has been generally pleased with the progress of the Intern Program,
there have been valid issues and concerns raised by Census Bureau managers:

N  Whenadivisonhasaperson selected for the Intern Program and that person leavesthe division

to start therotational assignments, the programsof the division are affected becausethedivisons
have not always been able to back-fill the vacated position.

TRAINING FOR THE FUTURE -45- CHAPTER FOUR



N Although most managerssupport the objectives of the Intern Program, several question whether
the Census Bureau can support the statistical program disruptions caused by the one-year
staff assignments.

N  Some managers believethat a negative message is being sent to other staff membersin unitsthat
theinternsare assigned to by giving theinternspriority in assgnments. These managersarguethat
there are other deserving employees in the units who should be given these assignments.

N  Some managers express a concern that the Bureau has created a caste system. They raise the
following question: Will there be any promotion opportunitiesfor the GS-12swho choose to
dedicate themsealves to becoming expert in one of the more complicated surveys of the Bureau, or
who choose a rotation and development program of their own?

N  Intheview of some managers, thisfocus on Census Bureau staff detractsfrom aproper focuson
its programs, the fulfillment of which isthe primary purpose of the Census Bureau.

N Fndly, fromtheHuman ResourcesDivison comesthe concern that when theinternscompletethe
program, there will not be permanent GS-13 positions available for them to fill.

None of these concernsaretrivid; in some cases emotionsrun deep. When thefirg interns completed
their three years, there was no problem in finding permanent positions for them to fill.

Infact, there were more positionsthan interns. 1t can also be argued that the Bureau has taken every
step possible to rotate the interns to positions of the greatest need, but that is of little solace to the
manager who ends up with oneless staff resource. Of coursg, it istruethat thereisawaysalearning
curvewhen anew person entersany position. With the one-year assignments, thereisthe constant
overhead of the learning curve, but senior management does not believe that this price istoo high.

Theissue of opportunity for those who are not apart of the Intern Program isamoredifficult one. In
the past year, there have been GS-13 job announcements, not filled by anintern, to which all could
aoply. Inevitably, therewill be postions, filled by anintern, with respect to which the manager will fed
that he/shewas not given the opportunity tofill asdesired. Therewill be some deserving employee, not
apart of the Intern Program, who might have done quite well in that position. But al employees know
about the Intern Program; al have an opportunity to gpply and be sdected into the competitive process.
Itisthe belief of senior management that the Intern Program will provide a superior pool of candidates
who, through broadening work experiences, will be better equipped to fill future vacancies.

Impact of Career Development Programs. The Census Bureau recognizesthat a highly trained and
specidized staff isanecessary resource to performitsfunctions. Creeting staff devel opment programs
to train and retain these staff isin the best interest of the Census Bureau. Both of the Census Bureau
career development programs are designed asthree-year programs. They differ inthefocusof activities
during thethreeyears. The JPSM programisprimarily for those employeeswho do not have Masters
level preparation in satistics or asocid sciencediscipline. Theintern program isfocused primarily on
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those employees who have a Masters Degree in statistics and provides three different career
development opportunities.

To better understand how training programs such asthe JPSM and internship programsare perceived,
the Census Bureau conducted a series of focus groupsin the spring of 1998 among both supervisory
and non-supervisory mathematica datisicians. Theandysis of thefocus group interviews demondrated
high awareness of theformal JPSM and intern programs, high value for short technical courses (such
as JPSM short courses), mixed support for rotational opportunities, and significant interest in the
development of aformal mentoring program.

Both programs could be viewed asaburden on the organization. 1ssuesand concerns have arisen about
theseinvestmentsin the future. Y et, both staff-devel opment programs have vital components for
preparing and retaining a highly technical pool of staff — a staff resource with the technical and
managerial leadership skills needed by the Census Bureau in the next millennium.
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3. Centersfor Disease Control and Prevention

The Centersfor Disease Control and Prevention (CDC) has devel oped the Quantitative Methods
Enhancement Program (QMEP) in response to the recent emphasis on reinventing government and a
need to provide alternative career development training for statisticians (Williamson and Betts). In
addition, the program isdesigned to sustain and enhance statistica capacity within CDC. The QMEP
isacareer enhancement adternativefor CDC statisticiansand other scientistswho have astrong career
interest in statistical and other quantitative methods.

InaJanuary, 1989 memorandum, the Associate Director for Science, Centersfor Disease Control and
Prevention, established CDC'’ s Statistical Advisory Group (SAG) inrecognition of theincreasingly
important role statistics and Satigticians play in fulfilling the agency’ smission. The SAG wasasked to
actinan advisory roleto CDC' s Officeof the Director on statistical issues, to oversee and coordinate
CDC-widedtatistical activities, and encourage communi cation among stati sticiansand other scientists
at CDC. In 1991 the SAG cosponsored CDC’ s Planning Retreat for Epidemiologic and Statistical
Methodsin Public Hedlth to produceaplan for maintaining and devel oping expertisein statistical and
epidemiologic methodsessentia to preserving CDC' snational |eadership rolein assessment of health
statusand in public health practice. One of the high priority recommendationsfrom theretreat was
enhanced recruitment and retention of Satisticians and dataandysts with expertisein methodsto andyze
publichealthdata. Thisrecommendation, coupled withthereinvention/reengineering environmentin
government fostered by the 1993 Nationd Performance Review, became the impetusto consider ways
to provide positive reinforcement for CDC employeeswho have astrong career interest in analytic
methods.

In December 1993, the SAG convened afocus group comprised of CDC stati sticians, management
analysts, and personnel expertsto discussand lay thefoundationsfor an interna rotation program that
might identify outstanding employeeswho demongtrate interest and promise in analyzing public hedth
data. 1t was contemplated that they would be temporarily reassigned to another groupwithin CDC to
acquire and develop new Satistical skills. During the next year, the focus group and othersin CDC's
Epidemiology Program Office (EPO), the group which provides personnel to coordinate and support
much of the SAG activities, discussed and revised the original proposal for the methods rotation
program. Theresulting proposa was onewhich provides dternative career development training for
statisticiansand, at the sametime, sustainsand enhancesthe statistical capacity within CDC. 1n 1996,
with approva and support from SAG, the Statistics and Epidemiology Branch of EPO, aong with
CDC’ s Human Resources Management Office, the QM EP was introduced.

Quantitative M ethods Enhancement Program (QMEP). The purpose of QMEPisto provide an
innovative career enhancement opportunity for CDC and Agency for Toxic Substances and Disease
Registry (ATSDR)* scientists. The program facilitates professional growth and development for

4 Future reference to CDC includes ATSDR because the QMIEP applies to both agencies and
allows participation between those agencies.
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datisticiansand other dataandysts, assstsin maintaining and strengthening CDC'’ scapacity in anaytic
methods expertise, and promotes retention of CDC scientists.

The QMEP provides CDC employees with a unique opportunity to temporarily be assgned to another
group a CDC to acquire new skillsin specific andytic methodsfrom CDC expertson current Satistical
methods. The areas of skill development include generaized estimation, longitudina data analyss,
samplesurvey andyds, smdl areaestimation, meta-analysis, neura networks, Geographic Informeation
Systems (GIS), and risk assessment. The program conssts of 1) acompetitive gpplication process that
isused to match an applicant with amentor, 2) aninternship training period, and 3) an evaluation of the
program experience by the intern, mentor, and sponsoring Center, Ingtitute, or Office (ClO) of CDC.
The intern will be released from all job duties during the time of participation in the program.

The QMEP isopen to health and mathematical statisticians and to other scientistsswho have astrong
career interest in statistical and epidemiologic analytic methods. Applicants must be permanent
employeesof CDC withaminimum of two years servicein the agency, and must have secured approva
from supervisorsto participatein the program. Applicants should be at the GS-11/12/13 (or CO-04/05
level for Commissioned Corps employees), and have received arating of "Excellent” (or "D" for
Commission Corps employees) or higher on their most recent end-of-year personnel evaluation.

Each applicant must submit to the human resources organi zation a current position description, including
job series and grade, CIO, and location; curriculum vitae; name, address, and phone number of
immediate supervisor; a one-page memorandum that addresses the following topics:

N  Reason for applying to the program
Specific methods area(s) in which new skills or knowledge are sought
Primary learning objective(s)

N
N
N  Description of how assignment will benefit career goals
N

Description of how new or enhanced skills will benefit the sponsoring CIO.

After aSAG subcommittee screens gpplicants, prospective applicantswill receive alisting of available
projects/methods areas and associ ated mentors for the program. Mentorswill be located throughout
CDC, including locations other than Atlanta (CDC's headquarters). Subsequently, mentors and
applicantswill interview each other and rank their choices. A matching processwill be used to team
selected program participantswith mentors. CDC plansto select amaximum of three applicantswill

be sdected for theinitia year of the program, depending on qudificationsand availability of internsand
mentors.

The duration of thistraining is variable, depending on the length of projects. Generdly, intern
assignmentswill befour monthsto oneyear. The QMEP, modeled after CDC'slong-term training
program, calsfor the applicant's sponsoring office to provide the FTE and salary support throughout
thetraining period, but thereisflexibility in this arrangement and exceptionsto thismode should be
mutua ly agreed upon by the sponsoring and receiving offices. Theinternwill returnto their own office
upon completion of training.

TRAINING FOR THE FUTURE -49 - CHAPTER FOUR



Impact of the QM EP. The QMEP wasfirst introduced for FY 97; one can not yet eval uate results.
It goeswithout saying that, whenever anew programis established, there areissuesto be discussed and
difficultiesto be overcome before the program can be effective and successful. To ensurethe success
of the QMEP, these are afew of the concerns that CDC must address.

N  Fogter“buyin” by management to support acareer devel opment program in which asponsoring
group will losethe use of theintern and theintern’ sstaff position for the duration of theinternship,

N Accrueanumber of scientificaly diverseand Satigticaly vaid projectsand mentorsfor theinterns,

N  Evauaeusefulnessof limited digibility (QMEPisavailableto GS-11/12/13 civil serviceand CO-
04/05 Commissioned Corps staff who have been employed for at least two years with CDC),

N  Ensure widespread announcement and afford opportunities to ask questions about the QM EP,

N Implement the program in different CDC cities and across CDC agencies.

All thesedifficultiescan be overcomewith carefully prepared messagesto employeesregarding the
usefulness of training programs. Support for the program acknowledges that:

N  supervisors and agencies have amgjor responsibility for the career growth of employees,

N  career enhancement programssuch asthe QM EP benefit the organizationin technica expertiseand
overall work environment,

N  employees not supported in their professional development will either be unhappy (and not
maximally effective in their jobs) or will seek other opportunities offering career support.

It isarguably more cost effective to support career training opportunities, gaining employeeswith
increased skills and better working attitudes, rather than lose them. In the latter case, vacancies arise
— requiring long recruitment timesto fill — and, worse, a negative working environment is created —
whichimpedesrecruitment effortsand inevitably proves detrimenta to those employeeswho remainwith
the organization. Inaddition, the QMEPisahighly competitive program which can beused asareward
for deserving individuas (both interns and mentors) in times of downsizing at atimewhen cash and other
awards may be difficult to justify or facilitate.

The QMEPisanew career enhancement program that presentsamode that might have application at
other federa dtatistical agencies. Although there are drawbacks to the program from aresource
standpoint, the potential gainisgreat in development of individual capabilitiesand agency capacity
building in gatistical and other anaytic methodsfor gpplication to important public hedth problems. The
program providesflexibility to meet the career growth needs of thosewho wishto remainin disciplines
of quantitative analysis, aswell asthose who wish to expand their skillsinto areas of quantitative
methods and possibly switch career paths.
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